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Executive Summary

The purpose of this report is to provide Committee with an update on the
implementation of the revised waste collection system.

Recommendations

1. That Committee notes the content of the report.

Supporting Documents
Council Plan to 2020: Delivers on Action 20 to provide a safe and attractive environment
that supports the wellbeing of communities.

1. Background

1.1 Policy within the area of waste collection and recycling is driven by the Scottish
Government's Zero Waste Plan. This Plan has a requirement that 60% of all
household waste shall be recycled by 2020 with a further target to recycle 70% of
all waste arising within Scotland by 2025 with a maximum of 5% of waste sent to
landfill. As well as achieving the recycling targets set by the Scottish
Government, there is also a financial incentive in diverting waste from the
"residual bin" and into recycling.

1.2 In order address these requirements, agreement to introduce a revised waste
collection service was approved at the Council's Policy and Resources
Committee on 21st June 2017.

1.3 The new system moved the majority of properties (circa 130,000) within the
council area onto a 4 bin system. The table below provides an example of the
collection frequency:
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Week I Week 2 Week 3 Week W e e k 5 Week 6

Residual Paper/Card Glass/Metal/Plastic Residual Paper/Card Glass/Metal/Plastic

Food/Garden Food/Garden Food/Garden

2. Report

2.1 The waste collection service was implemented on 2 October 2017 and Table 1
below provides a summary of the "Predicted" levels and quality of recyclate for the
first 6 months of the service that was estimated prior to the introduction of the new
service. The "Actual" levels and quality of tonnage that have been experienced
over the first 6 months of the revised service are also highlighted.

Table I − Recyclate Quantity and Quality

I R l t ë − − J c t t i U −
Tonnage Band 1 Band 2 Band 3 Band 4

Paper/Card 5,952 25% 60% 15% −
Glass! Metal! 7,959 15% 55% 30% −Plastic
Food/ Garden 4,896 90% 10% − −
Mixed Dry 598
Recyclate
Food Only 372

Total 19,777

Paper/Card 5,488 46% 51% 2.5% 0.5%

Glass! Metal! 6,228 99.6% − − 0.4%
Plastic
Food/ Garden 7,077 99.6% − − 0.7%

Mixed Dry 448 − − − −Recyclate
Food Only 348 − − −
Total 19,589

2.3 The table demonstrates that for the 6 month period the quality of the material being
passed to the end processor is significantly above the predicted levels and this will
have a positive impact on the cost to the Council since as the quality increases
then this results in either a reduction in disposal costs or an increase in income to
the Council.

2.4 Although the quality of the GMP and food/waste has remained consistent
throughout the first 6 months, the feedback we are now receiving from the



paper/card processor is that the quality of this material has significantly dropped.
This has coincided with a significant drop in the market price for the product. There
has been no significant change in our collection policy so there is a concern over
why the quality of this material should deteriorate so quickly when the other
recycling streams have remained consistent. Discussions have now commenced
with the processor and we are to deploy Council staff to the processing facility so
that the quality of the loads being delivered can be verified.

2.5 The overall recyclate tonnage is predicted to be broadly similar to the initial
estimate. However there is a variation in the mix of recycling streams. For example,
the levels of food and garden waste being collected are significantly above that
expected, whilst glass/metal/plastic (GMP) mix are less than what initially
predicted. The actual levels of paper and card are similar to the predicted levels.

2.6 To further support the achievement of GMP recyclate, approximately 25,000 new
bins have been issued since the start of the new service and as a result it is
expected that this tonnage will increase over the coming months.

2.7 By way of comparison with the levels of recyclate collected over the same 6 month
period last year, a total of 18,666 tonnes were collected. This is compared to a total
of 19,589 tonnes for the new system. This represents an overall increase in the
levels of kerbside recycling of 5%.

2.8 One of the key reasons in introducing the new system was to reduce the overall
levels of residual waste through increased recycling. Similarly, using the same
comparison as detailed above, the total levels of residual waste collected over the
first 6 months of the new service amounts to a total of 32,459 tonnes. This is set
against the 36,839 tonnes collected over the same period during 2016/17 and
reflects an overall 12% reduction in the levels of residual waste.

2.9 If this reduction in residual waste remains consistent over a 12 month period, then
the annual level of residual collected would be below the ceiling level of 71,000
tonnes which North Lanarkshire can treat as part of the Clyde Valley Residual
Waste contract which commences in December 2019.

2.10 As anticipated there has been a marked increase in the use of the Council's 7
recycling centres over the first 6 months of the service. A total of 14,120 tonnes of
general waste were delivered to the sites and this is compared with 11,934 tonnes
from the same 6 month period the previous year. This increase in presentation
peaked around October and November and the tonnage levels are now back to a
similar level experienced over the previous year.

2.11 As a pre−emptive measure prior to the roll out of the new system, the Service
undertook significant investment in plant and equipment at the recycling centres in
anticipation of additional tonnage being presented. This investment has resulted in
an increase in performance at the sites which has resulted in a significant decrease
in the frequency of sites closing due to capacity issues − a problem that was clearly
evident the previous year.

2.12 Data is now being gathered on the overall level of recycling within the authority and
although some details are still to be provided by certain processors, it is estimated
that the Council will increase its overall level of recycling by 5% on the figure from
last year. This would represent an overall recycling figure of around 44.7%
compared to the recycling rate of around 40% achieved by the Council over the
last 7 years.



2.13 As reported at the previous Committee, there has been a significant demand for
additional/ replacement bins over the last 6 months with a total of 51,000 bins
delivered to accommodate the revised service. The demand for bins has now
reduced, with around 1,200 requests for new bins being received every month,
although the vast majority of these are for new recycling bins which is encouraging.

2.14 With the introduction of the new service, there was also an initial increase in the
number of missed bins and pull out requests. It is acknowledged this matter is a
particular concern as it affects the most vulnerable residents. There were two key
contributory factors underpinning the increase. Firstly, there were some incomplete
records in the data transferred to the upgraded routing system and secondly the
new front line crews required a bedding in period to familiarise themselves with
new routes/areas. Management action taken since the introduction of the new
system has significantly reduced the number of missed bins and pull outs and the
Service will take further action as necessary to further reduce these totals. Table 3
below shows the number of missed bins/pull outs in the 6 months since the
implementation of the revised service:

Table 3— Missed Bins and Pull Outs

Month Oct Nov Dec Jan Feb Mar*

Missed 4396 2985 2840 3044 1472 1796
Bins
Missed 1706 1458 1235 1389 904 855
Pull
Outs

*The March total includes a significant number of calls relating to the period of severe weather.

The above table demonstrates that the management action taken to date is having
a positive impact, and the Service expects that this downward trend will continue
over the coming weeks and months. By way of context it should also be noted that
the Council undertakes approximately 71,000 pull out requests and uplifts around
910,000 bins every month.

2.15 With the introduction of the revised service a tagging policy was also introduced to
ensure that the level of contamination within the recyclate collected was minimised.
To help embed the new policy there was initially a robust approach towards tagging
and a wider recycling communication strategy with residents. Based on the
evidence of actual recycling quality (Table 1) this approach has been successful.
To maintain and improve recyclate levels the Service approach is now more
focussed on advice and educational guidance to residents to ensure they are
aware of the benefits of recycling.

2.16 To facilitate the change to the new system the Service was aware that additional
short term resources, for example agency staff and overtime working, would be
required to allow the uplift any contaminated bins. It was originally anticipated this
resource would be required for a period of three months from the start of the new
service which would allow residents sufficient time to familiarise themselves with
the new collection arrangements. To address the operational issues highlighted in
this report the Service has required to maintain and extend these resources and
we will continue to return and empty contaminated bins until the 1st June. However,



following this date, residents who continue to present contaminated recycling bins
will have to await the next uplift cycle for the collection of that material. This reflects
the approach undertaken by other local authorities when presented with
contaminated material.

2.17 The introduction of the new collection system seen a considerable increase in the
number of calls received at the Council's Customer Contact Centre (CCC). With
the improving level of service now being provided the number of calls being
received at the Contact Centre has now returned to a number similar to that before
commencement of the revised service with all "failure calls" (i.e. those customers
who have had to contact the Contact Centre a second time to report the same
issue) now being directly handled by the Waste Solutions service.

2.18 At the commencement of the revised service in October 2017 there were a number
of implementation challenges that were faced by the Service:
• Use of historic data − it quickly became apparent that some household data

was not accurate or required to be updated. This resulted in properties being
allocated to the new service when they shouldn't have been and some
properties not being allocated when they should have been.

• New contracts − a new suite of contracts were required for the new mix of
recyclate and this required new disposal arrangements to be introduced.

• New routing software − although this new software allowed the creation of the
most efficient collection routes, it also brought about significant changes to the
existing routes. This in turn moved collection crews into areas that they were
not familiar with which was partly responsible for the increased numbers of
missed bins and missed pull outs.

• Biobags − at the commencement of the service the original contractor tasked
with delivery of the food waste bags faulted on the contract the week before
commencement of the service. This required an immediate response by the
Service and involved delivery of the bags by two external contractors and our
own internal staff. Further problems were encountered with one of the
contractors used which again involved our own internal staff having to be used
for delivery of bags. Meetings have since been held with this contractor with
payment withheld against those bags not delivered.

• Requests for new bins − although the service was aware that there could be a
requirement for new bins, the volume of demand was something which was
beyond all expectations. As detailed above around 51,000 bins have been
delivered over the first 6 months of the revised service.

• Contaminated bins − although provision was made within the planning to have
two additional crews and vehicles available to collect contaminated bins over
the first three months of the service, the levels of contamination experienced
at the start far exceeded expectation. In the first three weeks alone around
40,000 bins were tagged as contaminated and arrangements then had to be
made to have these bins uplifted outwith the normal collection cycle.

• Although not directly linked to the new service, two months prior to the start of
the revised service the private company which was being used to undertake
the glass collection for the Council went into administration. This then required
the glass collection service to be brought back "in house" to ensure continuity
of the service.

• Over the same period there was an exceptionally high absence level within the
Service which only placed further pressure on the remaining resource.



2.19 All of the above factors placed a considerable strain on all aspects of the Waste
Solutions service from front line operators to support staff. In general members of
waste staff worked tirelessly to ensure as smooth running of the service as possible
given the circumstances and slowly continued improvements are now being seen
across the Service. That said, it is clearly recognised that improvement is still
required and a number of management actions have now been introduced to
ensure the maters detailed in 2.19 above are addressed and that the Service can
now enter into a period of continuous improvement:

• Introduction of more robust and up to date performance management
across all levels of the service. This will cover all aspects of the service
including missed pull outs, missed bins, and the performance of the
Council's recycling centres and will introduce responsibility and
accountability at all levels of the Service.

• Better use of IT. Similar to the point above, the absence of any real digital
transformation within the Service was clearly evident. A group has now
been established to ensure that all digital opportunities which could enhance
the service are considered and where possible introduced. Already this has
seen the introduction of a "dashboard" facility for all Supervisors and
managers which provides access to real time performance information and
links any missed bin/ pull out to an individual crew. The creation of a
Performance and Data Management Officer post as agreed as part of the
last restructure report, will further ensure that the Service is well placed to
maximise the opportunities and improvements which will come through the
Council's Digital Transformation programme.

• Dedicated HR support imbedded into the Service. The purpose of this was
to focus in on particular HR issues that were affecting the service. This
included action to address the levels of absence, identification of training
needs, improvements in the application of HR policies and improvements to
the working environment.

• Investment in HWRC sites. As detailed above it was always expected that
with the introduction of the revised service we would experience additional
demand at the Council's recycling centres. Prior to the revised service
additional plant and machinery was deployed at the sites ("rotocrusher"
units to compact waste within skips, cardboard compactors etc). This has
improved both the capacity and efficiency at the sites which in turn has
allowed all sites to now remain open unless in exceptional circumstances.
Prior to this there were regular closures at the sites which led to complaints
regarding the reliability of the service. Although improvements have been
made, there is still scope for further improvement and further measures are
now being introduced to monitor the performance at each of the sites to
ensure we maximises the recycling potential from the sites.

• Review of property allocation. As detailed above, due to the unreliability of
some of the historic data, the routing allocation of properties led to a number
being placed on the revised system when they shouldn't − and vice versa. A
significant amount of work has now taken place, to address such properties.
To date around 9,000 properties have now been placed back on the old
collection system or indeed placed on the revised system. Work continues
within this area to make further refinements e.g. within sheltered housing
complexes etc.

• Review of the food waste bags. Concerns have been expressed by
residents as to the quality of the biodegradable bags. In addition the number



of bags distributed has also significantly exceeded expectations. These twc
factors are most likely linked as residents are placing less food in bags and
using more of the bags. The Waste Service is now in discussion with other
local authorities using similar bags with a view to introducing a more robust
bag and to determine a better approach on how bags can be delivered.
In order to provide a full review of the project and the issues encountered
with its introduction, a project review has been undertaken by the Council's
Business Change Programme Manager. The final report is now being
prepared and this will be provided to the Assistant Chief Executive
(Infrastructure) and reported to the Council's Audit and Scrutiny Panel.

3. Implications

3.1 Financial Impact

3.1.1 Transformation One Off Costs

Committee were previously advised that one off funding would be required to
support the introduction of the new scheme. This support was sourced from the
Council's Revenue and Capital change management funds and the Service has
been in ongoing dialogue with the Corporate Finance team throughout this
process. The table below highlights the additional waste costs incurred by the
Service linked to the implementation of the collection scheme:

Revenue Cost Explanation
Expenditure ()
Staffing 571,200 Additional agency and internal overtime costs required

to embed new routes, clear backlogs and address
missed bins/pull outs.

Vehicles/Fuel 312,000 Additional hire and running costs required for activities
such as delivering new bins and missed bins/pull outs.

Biobags 208,400 The number of biobags requested from residents was
higher than originally anticipated.

Communications 124,695 Provision of educational materials, leaflets, adverts and
additional support from contact centre.

Total 1,216,295

Capital Cost Explanation
Expenditure ()
New Bins 655,962 The roll out of new and replacement bins during the

implementation phase of the programme.



3.1.2 Whereas the additional revenue costs required to support the implementation of
the new system total £1.216m, this contrasts with the overall waste revenue
budget for 2017/18 of £23.571 m.

3.1.3 In addition from 2018/19 the introduction of the new scheme has to generate an
ongoing Revenue saving of £670k due to increased volumes of recycling and
the quality of the recycling. Based on evidence from the first 6 months
operations this financial target will be met. Further information on the ongoing
achievement of this saving will be reflected in the Service's future budget
monitoring reports.

3.1.4 Whilst the operational pressures on the waste service linked to the introduction
of the new collection system have largely been resolved, there are a number of
underlying issues which management are currently reviewing in relation to factors
such as new housebuilding, demographic changes in the population whereby
there are more elderly residents and/or medical referrals for the service to support
and volatility in income received via recycling markets.

4. Measures of success

4.1 That the Council will show an improved recycling performance and the
achievement of the annual £670,000 efficiency saving.

−X/z,
Andrew McPherson

Head of Regulatory Services and Waste Solution


